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April  22,  1988 


Memorandum 
To: 

From: 


DSDs,  DMs,  SCs,  and  M-AFS 
State  Director 


Subject:  Training  Evaluation  ..  .  .,     ■- 

Attached  for  your  information  is  a  copy  of  the  Scoping  Report  on  the  Training 
Evaluation.  The  evaluation  is  scheduled  for  May  2-13,  1988.        ■'••< H" 

You  will  find  included  in  the  Scoping  Report  a  schedule  of  the  -entire  evaluation, 
a  schedule  identifying  times  and  dates  the  team  will  be  visiting  each  office,  a" 
very  brief  summary  of,  and  a  copy  of  the  questionnaire  sent  to  employees  with  a 
summary  of  their  responses,  and  the  goals  and  objectives;  of  this  training  program 
evaluation. 

Please  express  my  appreciation  to  all  employees  for  their  cooperation  and 
participation  in  this  evaluation.   I  particularly  appreciate  their  assistance  in 
the  return  of  a  large  percentage  of  the  questionnaires. 
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SCOPING  REPORT 
TRAINING  PROGRAM  EVALUATION 
BLM  ALASKA 


INTRODUCTION 


An  evaluation  of  the  BLM  Alaska  Training  Program  was  requested  by  management 
and  was  included  in  the  FY  88  evaluation  schedule.  This  program  was  selected 
for  evaluation  because  of  our  continued  interest  in  increasing  the  efficiency 
and  streamlining  the  training  functions  in  the  organization.  Helen  Hankins, 
Supervisory  Physical  Scientist,  Anchorage  District,  was  appointed  to  lead  the 
evaluation  as  part  of  the  requirements  of  the  Management  and  Leadership 
Workshop  she  attended  in  April,  1987.   Initial  scoping  was  conducted  by  Don 
Pino  and  Ruth  Stockie. 


BACKGROUND: 


Background  information  for  scoping  was  gleaned  from  discussions  with  Mel 
Williams,  Training  Officer,  Alaska  State  Office  (ASO),  Kris  Conquergood, 
Personnel  Officer  (ASO),  Phil  Wulff,  Training  Officer,  California  State 
Office,  and  Helen  Hankins,  Team  Leader.   In  addition,  copies  of  BLM  Manual 
1400-410  Training,  IM  No.  84-624;  Request  for  Alaska  Training  Catalog  Course 
Outline  Submissions,  IM  No.  AK  87-218;  Training  Questionnaire  Results, 
California  State  Office;  BLM  Alaska  Training  Catalog;  BLM  Alaskan  Learning 
Center  Catalog;  and  other  professional  articles  such  as  "Decision  Points  in 
Planning  the  Evaluation  of  Training,  "  Training  and  Development  Journal ,  Mav 
1983.  As  a  result  of  these  discussions,  a  questionnaire  was  developed  and 
t-ested  on  a  random  number  of  employees  within  the  State  Office  to  assure 
clarity  and  precision  of  material  within  the  questionnaire.   Cost  information 
showed  that  approximately  $575,000  was  spent  in  FY  86  and  $551,470  in  FY  87. 
This  includes  tuition,  travel,  and  per  diem  associated  with  training. 

SCOPING 


A  questionnaire  was  developed  to  help  identify  the  strengths  and  weaknesses  of 
the  training  program  and  identify  other  areas  of  concern  for  this  evaluation. 
The  questionnaire  was  composed  of  59  questions;  7  questions  were  used  to 
obtain  demographic  data  and  the  remaining  questions  were  designed  to  determine 
the  level  of  involvement  of  employees  and  supervisors  in  planning  and 
identifying  training  needs.  Other  questions  identified  the  kind  of  training 
respondents  received  and  the  kind  of  training  that  BLM  employees  would  like  to 
have;  other  questions  related  to  the  quality  of  received  training,  and 
management  of  the  training  program.  A  section  for  supervisors  was  included  to 
measure  supervisor/employee  involvement  and  assess  whether  current  training 
courses  are  developing  employees  to  meet  future  changes  in  technology  and 
programs.  Questionnaires  were  sent  to  33%  (220)  of  BLM  Alaska  employees 
identified  through  a  computer  generated  random  sampling  process. 
Approximately  67%  or  146  of  the  questionnaires  were  returned.  This  number  has 
provided  us  with  enough  data  to  have  a  valid  sampling. 
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GOALS  AND  OBJECTIVES 

During  the  scoping  process,  informal  discussions  were  initially  conducted  with 
managers,  the  training  staff  and  preliminary  goals  and  objectives  for  the 
Training  Program  Evaluation  were  identified.  After  review  of  responses  to  the 
questionnaire,  these  goals  and  objectives  were  revised: 


1. 


Review  the  relationship  and  relative  effectiveness  of  the  Employee 
Development  Section  of  the  Branch  of  Human  Resource  Management  and 
specialized  training  staffs  in  other  organizations. 


2. 


3. 


4. 


5. 


6. 


7. 


Analyze  whether  training  has  improved  on  the  job  effectiveness  and 
whether  scheduled  training  enables  employees  to  fully  meet  changes 
in  programs  and  technology. 

Evaluate  the  availability  and  cost  effectiveness  of  training  in 
relation  to  accomplishing  program  priorities. 

Evaluate  method  of  nominating  and  selecting  employees  for  special 
training  opportunities  such  as  Management  and  Leadership,  Intensive 
Semester  in  Public  Administration,  etc. 

Review  roles  and  responsibilities  of  the  training  program  including 
paperwork  management,  coordination,  and  communication. 

Evaluate  the  effectiveness  of  the  current  Individual  Development 
Plan/Performance  Improvement  Position  Review  (IDP/PIPR)  process  in 
identifying  training  needs  and  career  goals  of  employees. 

Review  the  current  training  program  development  process  and  identify 
its  strengths  and  weaknesses  in  meeting  the  organizational  and 
individual  training  needs  and  goals. 


SUMMARY  OF  RESULTS 


Concerns  gleaned  from  the  questionnaires  and  preliminary  scoping  can  be 
grouped  into  six  areas: 


1.  Policy,  procedures,  and  management 


Some  employees  suggested  a  training  policy  is  needed.  Others  indicated 
problems  with  the  pre-  and  post-training  paperwork  flow. .   Some  indicated  the 
training  plans  are  too  cumbersome.   Several  employees  indicated  the  sequence 
of  PIPRs,  training  plans,  training  catalog,  and  Annual  Work  Plan  development 
should  be  changed.   Some  felt  training  should  be  centralized  in  one  branch. 
Most  employees  felt  the  quality  of  received  BLM  and  0PM  training  was  good. 

2.  Relationship  of  training  to  PIPR  and  IDP  and  the  role  of  the  supervisor 

Most  employees  indicated  that  their  supervisors  did  not  use  a  systematic 
approach  to  training;  several  indicated  many  supervisors  did  not  use  either 
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the  PIPE  or  and  IDP  to  identify  training  needs.  Many  supervisors  and 
employees  felt  they  could  apply  and  keep  current  with  technology  utilizing 
existing  formal  and  on-the-job  training.  Those  that  did  not  feel  current 
attributed  the  lack  of  expertise  to  reorganization,  lack  of  applicable 
training,  lack  of  funds,  outmoded  equipment,  or  change  in  technology. 

3.  Diversity  and  adequacy  of  available  (Bureau  funded)  training 

Employees  indicated  a  desire  for  more  managerial  training,  more  courses  in 
career  development,  and  more  professional  training.   Some  employees  suggested 
standardized  supervisory  training,  and  that  supervisory  training  be  provided 
for  "Actings". 

4.  Training  related  to  job  and  career  enhancement 

Approximately  two  out  of  every  three  employees  felt  the  current  method  to 
select  individuals  for  special  training  (Management  and  Leadership,  Intensive 
Semester,  etc.)  to  be  inequitable. 

5.  Reduced  funding  availability 

More  than  half  of  the  respondents  to  the  questionnaire  indicated  that  budget 
reductions  had  affected  the  amount  and  type  of  training  they  have  received, 
and  about  one-third  felt  this  had  affected  their  ability  to  perform  their  job. 
27%  of  the  employees  took  three  to  six  training  courses  last  year;  58%  took 
one  or  two  courses,  and  22  individuals  took  no  training. 

6.  Communication 

Some  commenters  indicated  that  more  information  needed  to  be  dispersed  about 
Bureau  funding  of  university  courses,  requests  for  interest  in  correspondence 
courses,  and  about  information  on  course  confirmations,  cancellations,  or 
schedules  (not  shown  in  the  training  catalog).   Some  employees  indicated  a 
desire  for  more  counseling  from  their  supervisor  with  regard  to  training  needs 
and  opportunities. 
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RECOMMENDATION 

Based  upon  the  scoping  results  and  management's  concerns,  a  formal  evaluation 
of  the  Training  Program  is  warranted.  Team  members  have  been  selected  and 
notified.  Team  members  are: 


Helen  Hankins,  Team  Leader 

Don  Pino 

Francis  Eickbush 

Judy  Baker 

Susan  Wingom  Parks 

To  Be  Determined 


Anchorage  District  Office 

Alaska  State  Office 

Alaska  State  Office 

Idaho  State  Office 

Office  of  Personnel  Management 

BLM  Alaska 


The  evaluation  will  be  conducted  May  2-13,  1988,  and  will  focus  on  the 
objectives  identified  by  management  and  areas  of  concern  identified  in 
scoping.  The  team  will  convene  at  the  Alaska  State  Office  (State  Director's 
Conference  Room),  on  May  2,  1988,  at  7:30  a.m.  for  a  general  briefing  and 
direction. 


Interviews  with  employees  from  the  State  and  District  Offices  will  be 
scheduled  prior  to  the  evaluation.  A  draft  report  on  the  findings  and 
recommendations  of  the  team  will  be  prepared  and  submitted  to  the  State 
Director,  May  13,  1988.   Close-out,  consisting  of  a  presentation  by  the  team 
of  the  findings  and  recommendations,  has  been  scheduled  for  May  13,  1988,  at 
2:00  p.m.,  in  the  State  Director's  Conference  Room. 
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February  15,  1988 
February  23,  1988 
February  25,  1988 

March  9,  1988 
March  30,  1988 
April  20,  1988 
April  20,  1988 
April  27,  1988 
May  2,  1988 


May  3-6,  1988 
May  9-12,  1988 
May  13,  1988 
May  27,  1988 
June  30,  1988 
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TRAINING  PROGRAM  EVALUATION 
SCHEDULE 

May  2  -  13,  1988 

Complete  Draft  Scoping  Plan 

Complete  design  of  questionnaire 

Send  Questionnaire  to  employees 

Send  Information  Bulletin  to  Alaska  Management  Team 

Employees  return  questionnaire  to  AK  918 

Complete  evaluation  of  responses  to  questionnaire 

Complete  final  Scoping  Report 

Send  Memo/Scoping  Report  to  AMI 

Complete  Evaluation  Work  Plan 

Convene  Evaluation  Team 

Meet  with  SD/ASD 

Begin  employee  interviews 

Conduct  on-site  interviews 

Prepare  draft  evaluation  report 

Close-out  with  SD/ASD 

Complete  final  report 

Complete  implementation  plan 


TRAINING  PROGRAM  EVALUATION 


INTERVIEW  SCHEDULE 


Monday.  May  2.  1988   Alaska  State  Office 


7:30  -  8:00 
8:00-  8:30 
8:30  -  10:00 
10:00  -  10:15 


SD/ASD  Briefing  and  Direction  (SD  Conference  Room) 
DSD  Discussion  (SD  Conference  Room) 
Evaluation  Team  Meeting  (OMPB  Conference  Area) 
Interviews  -  Approx.  10  employees/Team  meeting 


Team  A 


Room  C105 


Team  B 


Room  C109 


Team  C 


Room  C114 


10:30 

-  11:00 

912 

915 

918 

11:00 

-  11:30 

930 

930 

918 

12:30 

-  1:00 

920 

920 

920 

1:00  - 

1:30 

920 

920 

920 

1:30  - 

2:00 

920 

920 

920 

2:00  - 

2:30 

BREAK 

2:30  - 

3:00 

960 

960 

960 

3:00  - 

3:30 

960 

960 

960 

3:30  - 

4:00 

960 

960 

960 

4:00  - 

5:00 

Evaluation 

Team  Meeting 

Tuesday.  May  3.  1988.  Alaska  State  Office 


Team  A         Team  B         Team  C 


Room  C121      Room  C122       SD  Conf  Room 


8:00  -  8:30 

960 

960 

960 

8:30  -  9:00 

970 

970 

970 

9:00  -  9:30 

970 

970 

970 

9:30  -  10:00 

BREAK 

10:00  -  10:30 

970 

970 

970 

10:30  -  11:00 

970 

970 

970 

11:00  -  11:30 

970 

970 

980 

12:30  -  1:00 

Open 

Open 

980 

1:00  -  1:30 

Open 

Open 

Open 

1:30  -  2:30 

Open 

Open 

Open 

2:30  -  5:00 

i 

•Evaluation  Team 

Meeting 

Wednesday.  May  4.  1988.  Campbell  Track  Facility/Glennallen 


• 


Team  A 


Team  B 


Team  C 


Learning  Ctr    Train  Room 


8:00  -  8:30 

921 

921 

Travel  Glenn 

8:30  -  9:00 

921 

921 

9:00  -  9:30 

970 

970 

050 

9:30  -  10:00 

BREAK 

10:00  -  10:30 

970 

970 

050 

10:30  -  11:00 

970 

970 

050 

11:00  -  11:30 

970 

980 

LUNCH 

1:00  -  1:30 

980 

040 

Return  Anch 

1:30  -  2:00 

040 

040 

2:00  -  2:30 

BREAK 

2:30  -  3:00 

040 

Open 

3:00  -  3:30 

Open 

Open 

3:30  -  4:30 

EvALuattonTTeam  Meeting 

Thursday.  May  5.  1988   Fairbanks  District  Offices.  Support  Center,  AFS 


Team  A         Team  B         Team  C 


Location  To  Be  Determined  for  FBX  Interviews 


8:00  -  8:30 

060 

060 

070 

8:30  -  9:00 

080 

080 

070 

9:00  -  9:30 

300 

300 

300 

9:30  -  10:00 

300 

Open 

Open 

10:00  -  10:30 

BREAK 

10:30  -  11:00 

970 

970 

970 

11:00  -  11:30 

970 

970 

970 

1:00  -  1:30 

Open 

Open 

Open 

1:30  -  2:00 

Open 

Open 

Open 

2:00  -  4:30 

Evaluation  Team  Meeting 

Friday.  May  6.  1988.  Fairbanks.  Alaska 

8:00  -  11:30  Evaluation  Team  Meeting 

12:30  -  1:00  Informal  Close-out  with  FBX  OM's 

1:00  -  5:00  Evaluation  Team  Meeting 
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Bureau  of  Land  Management 
Alaska  State  Office 
Training  Evaluation  Queationnaire 
February  1988 

-.'luiti1:;  o%f  srsssi'Esx  i  ss-t  (ompb)  ia  — «■■  - 

asked  to  complete  STStSSTaii  IISSSJ^1^  °f  "•lo^>  a"  b«^ 
training  service,  currently  Sdw.TjL'S tJSSS£Vi  dMi8aed  t0  assesa  <*« 
Management,  Employee  and  Organization.?  £!J  WMh  °f  HUBan  R*s°«rce 
specialized  training  •tut^^^i^irnL^tiln  <A*-971>  «*  other 
queationnaire  will  be  used  to  ditermin.  ?.!!!*  J**  rMUlts  of  «*■ 
employee  interview..     All  rMpoM^I  *ZT*  ""*  COncerM  for  "baequent 
confidence  and  participant Z^£  a^T™  •ndJ¥i11  be  held  *» 
completing  the  q^tioSiraf^eaaS^ug  gi«T5»T5£iil)tg^ 

PI^ASE  PUCE  A  CHECK  IN  FRONT  OF  THE  MOST  APPROPRIATE  RESPONSE. 


1988 


1. 


Pleaae  cbeck  the  pay  plan  that  you  are  covered  by. 

8S9>  (/H)  6S  r+-s  ~n 

S%<1)W  lht*\12  '°PH/9)GH 

//,<*)  ws 


2. 


Pleaae  check  the  grade  level  under  your  pay  plan. 


6^  (9  )  l  to  4 
]o%  (;?? )  5  to  7 

3.  Are  you: 

f  15  C  *°  >  Male 
Z8/o(S6)   Female 

4.  la  your  appointment: 

8    (  J  )  Temporary 
5    *    (  7  )  Seasonal  (WAE) 
(  -£*)  Don't  Know 


16%(38)  8  to  10 
J?J?(5"y)  11  to  12 


7"  /y/ 


11%  (At)  13  to  15       r-/V£ 


T-  'Y6 


If  ?.  (  //J)  permanent 
/  fl  (  2  )  Other 
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5.^  How  long  have  you  been  employed  by  the  Federal  Governs? 

'  "  33V*)  4  -io  years 

^?3(7£)  Mo"  than  10  years 


39i  (  </   )  Less  than  one  year 
/4>,</T)  1  -  3  years 


6.   What  ia  your  higheat  level  of  education? 


7. 
8. 

ss%    is 


11*  I  £f*f  thm  u*  acho°l  «"duate 
(<7  )  His*  School  Graduate 

(^/  )  Aaaociata  degree 

(SS)   Bachelore1  degree 
(ZO)  Advanced  degree 

ria^nalMUty^  ^^  *"  ""'"'  y°W  ^  °<  «"H.ted 


(  «  >  Sl££  fS!f«  ,         M  <38)  Speciaii.t/Journeyean 

f  y7     J«ond  "ne  Superjisor      w  (/3  )  Techniciaa/AeaiatanT 
(  /7)  Writ  Line  Superviaor      //J  (  /J-)  Clerical 


7"-  /y$ 


(  !  )  N/A 

!fevi 

Rarely  (lbx  to  30%) 


J  <*8  )  Kever  (OX) 

(<?7> 


'  ijV  So>wti««»  (4<W  to  60X) 
(_</*  )  All  of  the  tiae  (100%) 


T=ISJ 


9*      you  Satlelif*1  D€Velopaeat  P1«  (»)  ™*  to  identify  training  for 


7'  /9JT 


^l*>    (.61)  yea 

ti1%l1l')  no 

g  ^    (/?  )  I  don't  know 

in   (**)  yea  "-    /*j- 

(.1%  (to)  no 

31%  if)  I  don't  know 


11.     What  priority  ia  given  to  your  training? 


if^(SS-)   too  Uttl€ 
SI  %C?Z)  appropriate 


("®"  )   too  much 
/o%  (AT)  don't  know 


7~  =  /</! 


//«  rrvi^  2~.wrt*N  3/?''"   (36)  Sometimes   (40%  to  60%) 


13. 


It  your  PIP*  used  to  identify  your  training  needs? 


°'     J(J3  )  Barely  (10 


14. 


?if''A%l  SoBetiffl««  (40X  to  60%) 

(101  to  30X)  "V**  j\  s  V  fff '  Jf  vh€  tlae  <70X  t0  9<>*> 

(,(  •»  )  All  of  the  time  (100%) 


T-/36 


15. 


ILlll  ""ived  "3T  training  that  vas  funded  by  the  BLM  In  eh.  , 
-ontha,  pleaae  check  the  kind  of  training  that  yoS  revived         ^  " 

(  /<  )  Managerial  ,(  't>  Administrative 

( 18  )  Supervisory  J  !f>  Workahop(s) 

(«  )  Profeaaional  )  21?  5*r!'f  DeyeloPn»«t 

CV>  P.X..OU  amUtmat  „...,  SS/2F&.  „.«,  .„> 

SS'.'r^S,^  "«••*«->  'or  which  y.„  TO»ld  1Ut.  eo  ...  .„  off„ 


( V   )  No  opinion 

(jo  )  Managerial 

(?9)  Supervisory 

(V?  )  Professional 

(/?)  Personal  Development  (i.e., 


16. 


(  II  )  Administrative 

(/?)  Workahop(s) 

(•??)  Career  Development 

(2^)  Technical 

stress  mgmt,  time  mgmt,  etc) 


SSS.f&Sir""'*1^  f"  ***  yW  vouU  a*.  t0  ...  BUI 


( &B  )  No  opinion 
(  /  f. )  Managerial 
(  //  )  Supervisory 
(  2  )  Professional 


(/<?)  Administrative 
(  2  )  Workshop(s) 
(  S~)   Career  Development 
(  ■&-)   Technical 


17. 


<3V)  Personal  Development  (i  e   ««..  m^'S 

v       s  v*«"*f  stress  mgmt,  time  mgmt,  etc) 


(3*)  none 
(*<)  one 
(V*)  two 
Q6)  three 


(  7  )  four 
(  4"  )  five 
(  /  )  six 
( ■&■  )  seven 


18. 


(  &  )  eight 

(  ■&■  )  nine 

(«■  )  ten 

(  i^-  )  eleven  or  more 


Do  your  peak  work  periods  regularly  conflict  with  scheduled  training. 


zs% 


y* 


.(  /0  )  N/A  H^Z, 

(  n  )  Never  (0%)        9„ 
(34)   Barely  (10%  to  30%)?  *  '' ^ 


(^  )  Sometimes  (40%  to  60%) 

(  «  )  Most  of  the  time  (70%  to  90%) 

(  -S)  All  of  the  time  (100%) 


j  -a  I 


"•  £.£:,"*  m  °< »•»  •*—-  «»**>«  «.  job  »*«,«.  v„. 


*7* 


(**)  a/A 

,  r</«  )  Borer  (ox)      _ 
-  J*  J  <**>  Barely  uox  to  3ox)*8* 


^KfiU  *£***»•  C40X  to  60X) 
}**(  l!o«t  <>*  the  tin*  (70X 
(5i*)  All  of  the  tint  (100X) 


r-/?€ 


20.    J^,  cancelation  o,  tr.inin.  cour.ee  ,fftct  youp  job  p#rferBaace  ^^ 


70  *•<&*■>  »o 


'?*(*•>  partly 

(  *0  W/A 


7*  /*/ 


47*' 


21.  Were  you  notified  *«  tralalag  ^  tfK|  ^^  ^  -^ 

<?*)  H/A  ^3*/*/x  e 

2g  /<"  )  Werer  (OX)  r5;i  J  Somotlao.  (40X  to  60X)         T=  97 

^  \  Ol  )  Barely  (10X  to  30X)^'V8  ft'*     *}«•'«»  «■•  (70X  to  90X) 

'       (t.?o;  AH  of  the  tlae  (100X) 
«.  8„  «,  „«,,„  „„„,  „„,  yM  ^  ^  ^  ^  ^  ^ 

(&©  )  A.  none  »/A        oS"\  r    •*. 

(37)  B.  on.  course       (^  (  J*  J?!"!!"0    <  3  )  I.  Four  or  more 


n 


"'     ^Tt?^2'£l^~-^^^.  or  O.D.  ....ion.  w,  you 
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The  evaluation  team  concentrated  efforts  in  four  areas:  policy,  roles  and 
responsibilities,  process,  including  management ,  and  communication. 


Policy 

There  is  apparently  no  clear,  consistent  understanding  among  employees  and  supervisors 
about  the  Bureau's  training  policy  in  Alaska.  Employee  interviews  revealed  a  wide 
range  of  beliefs  on  dollars  and  time  allocated  to  each  employee  for  training,  and  on 
requirements  for  supervisory  and  other  mandatory  training.  The  belief  that  training 
is  an  entitlement,  not  necessarily  related  to  need  or  performance,  is  relatively 
pervasive  in  the  organization. 

The  employee  development  staff  and  the  workforce  are  not  conversant  with  the  BLM 

Alaska  Manual  1400-410  Supplement.  The  team  recommends  that  the  AMT  review,  revise, 

and  clarify  the  training  policy  in  light  of  this  evaluation  before  distribution  to  the 
workforce. 


Roles  and  Responsibilities 


• 


The  evaluation  team  found  varied  opinions  and  some  confusion  about  the  roles  and 
esponsibilities  of  personnel  involved  in  planning,  administering  and  managing  a 
raining  program.  Goals  and  purpose  are  not  clearly  understood.  Training 
responsibilities  are  fragmented  among  too  many  individuals  and  work  units.  The  team 
recommends  consolidation  of  the  training  functions  in  the  employee  development  section 
and  clarification  of  their  roles  as  coordinators  of  training  needs  and  programs  to 
assure  effective  management.  The  employee  development  specialists  are  all  fairly  new 
to  their  functions.  They  will  require  increased  guidance,  formal  training  in  the  nuts 
and  bolts  of  their  trade  and  some  time  to  develop  as  a  team.  In  light  of  this 
evaluation,  management  should  revisit  and  reevaluate  the  IDP/ITP  of  the  employee 
development  staff.  In  addition,  supervisors  must  be  appraised  of  their  role  in  needs 
identification  and  employee  counseling. 

Process 

The  evaluation  team  found  that  the  process  for  training  system  management  is  not 
uniform  among  the  many  offices,  for  any  of  the  major  elements  from  training  needs 
identification  through  evaluation  of  effectiveness.  As  a  result,  the  purposes, 
procedures,  and  benefits  of  the  training  process  are  variously  understood,  controlled, 
and  monitored  throughout  the  organization.  These  disparities  increase  costs,  and 
decrease  the  benefits  achieved  from  training  activities. 
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The  report  recommends  that  the  training  processes  be  brought  in  line  with  the  intent 
of  BLM  Alaska  Manual  Supplement  1400-410  dated  December  3,  1979.  The  report  also 
recommends  that  computer  technology  be  used  to  build  and  maintain  a  training  program 
data  base  to  improve  budget  tracking  and  to  permit  more  meaningful  analysis  of 
training  activities. 

Cost  Effectiveness 

There  is  no  mechanism  to  accurately  evaluate  cost  effectiveness.  There  is  no 
information  except  that  contained  in  individual  OPF's,  on  travel  vouchers,  etc.,  which 
addresses  who  has  had  which  training  and  how  much  that  training  has  cost. 

Information  in  Table  1  and  Table  2  shows  training  costs  by  subactivity  and  by  office 
for  FY' 87. 


The  evaluation  team  recommends  that  the  training  program  be  automated  so  that  course 
and  cost  information  can  be  obtained.  The  team  also  recommends  standardization  of  the 
needs  assessment  process  to  allow  pre  and  post-training  evaluation  of  effectiveness 
measures.  These  two  recommendations  will  enable  BLM  Alaska  to  conduct  cost 
effectiveness  studies. 


Communication 


Like  other  programs,  communication  is  critical  in  the  training  program.  Both 
employees  and  supervisors  indicated  there  are  communication  barriers,  or  difficulties 
between  individuals  seeking,  instructing,  managing,  coordinating,  and  evaluating 
training. 
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II. A. 

Policv 

Employees  in  the  Alaska  BLM  generally  agree  that  management  has  a  policy  of  supporting 
training,  but  that  training  is  not  well  managed.  Employees'  experience  in  receiving 
training  can  vary  widely  depending  upon  the  unit  in  which  they  work  and  upon  their 
supervisors.  There  is  a  vague  awareness  of  an  existing  policy.  Employees  feel  that 
supervisors  can  interpret  that  policy  as  they  wish,  resulting  in  inequitable  access  to 
training. 

Many  employees  feel  they  have  a  right  to  training  and  believe  there  is  a  quota  or 
guideline  of  up  to  $1,000  for  expenses  and  .50  workmonths.  Selecting  training  is  not 
so  much  tied  to  need  as  to  what  appears  interesting  in  the  BLM  Training  Catalog. 

The  evaluation  team  noted  that  employees  feel  there  should  be  set  criteria  for  the 
selection  of  participants  in  competitive  career  development  programs. 

There  is  a  great  sense  of  frustration  due  to  the  belief  that  training  must  be  for 
one's  present  job  and  that  employees  cannot  prepare  in  advance  for  the  next  level  of 
performance  or  for  supervisory  positions.  Most  feel  that  potential  supervisors,  leads 
and  those  who  may  serve  in  an  acting  capacity  should  be  permitted  to  take  supervisory 
training.  Along  with  this  they  express  the  need  for  career  counseling  and  a  concern 
about  the  lack  of  it . 
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Findings 

1.  Written  training  policy  is  not  widely  read  or  understood  by  employees.  Few 
supervisors  discuss  the  purpose  of  training  with  the  employee  as  it  relates  to  job 
performance.  Application  of  the  policy  is  not  consistent  among  managers. 

2.  Some  employees  feel  training  is  used  as  a  reward  or  is  withheld  as  punishment. 
Others  feel  they  are  pressured  into  taking  some  training  because  of  the  perception 
that  all  employees  are  entitled  to  training. 

3.  The  BLM  Alaska  1400.410  manual  supplement  is  not  being  used.  There  is  currently 
no  statewide  Training  Committee.  Some  units  are  not  using  the  Individual 
Development  Plans  or  relating  training  to  needs. 

4.  There  is  a  general  impression  that  training  can  only  be  for  one's  current  job  and 
that  employees  are  hampered  by  this  technicality  in  preparing  for  higher  levels 
such  as  supervisory  roles.  Many  feel  supervisors  are  not  doing  the  job  of 
assisting  employees  with  needs  identification  because  the  supervisors  themselves 
are  not  knowledgeable  of  supervisory  responsibilities  or  trained  in  basic 
supervisory  skills. 

There  is  a  demand  for  career  counseling,  but  most  employees  do  not  feel  there  is 
anyone  in  the  organization  who  can  provide  this  service.  Few  employees  would  go 
to  the  Employee  Development  Staff  for  guidance  since  they  do  not  see  expertise 
there  and  in  many  cases  are  not  familiar  with  the  staff. 

6.  Although  some  supervisors  will  encourage  details  and  on-the-job  training,  others 
will  not  consider  them,  and  view  training  as  interference  with  meeting  program 
goals  and  commitments. 

7.  Not  all  of  the  career  development  programs  are  filled  by  competition.  Employees 
feel  there  are  no  set  criteria  and  are  uncertain  how  attendees  are  chosen.  They 
perceive  that  favoritism  comes  into  play  and  that  at  times  those  selected  are  not 
the  ones  who  should  attend.  Some  feel  that  those  employees  who  are  aggressive  and 
take  responsibility  for  their  training  needs  are  able  to  take  advantage  of  special 
courses  such  as  those  in  managerial  leadership. 


It  is  the  general  consensus  that  there  is  a  lot  of  training,  but  the  quality  and 
appropriateness  could  be  better.  Some  employees  resent  being  placed  in  "self 
help"  courses  when  they  feel  they  need  technical  training  to  do  their  jobs.  BLM 
has  spent  considerable  time  and  money  in  the  last  decade  for  Organizational 
Development,  human  resource  development  and  team  building.  However,  the  present 
concern  being  expressed  is  that  employees  need  more  technical  and  specialized 
training  to  keep  current  with  new  developments  in  their  field  and  with  new 
technology.  Employees  want  to  be  good  at  their  jobs. 
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Findings 

9.  There  is  a  concern  that  the  agency  is  not  getting  the  most  for  its  training 
dollars  because  there  is  very  little  evaluation  of  benefits  and  cost 
effectiveness.  Neither  supervisors  or  employees  are  accountable  for  application 
of  training  received.  Some  employees  feel  they  could  be  given  assignments  to  put 
into  practice  the  skills  and  knowledge  taught  in  training  sessions. 

10.  The  staff  in  northern  Alaska  feels  like  the  poor  step  child,  receiving  little  or 
no  requested  training.  Some  feel  "outside"  training  is  denied  them  because  of 
budget.  They  are  permitted  to  attend  training  in  Anchorage,  however,  which  has 
higher  per  diem  rates  than  "outside."  Equipment  has  sat  idle  for  long  periods  of 
time  because  there  was  no  one  trained  to  use  it. 

11.  Scheduling  of  training  is  not  necessarily  cost  effective.  Many  mandatory  courses 
have  been  set  up  on  short  notice  (one  day  to  two  weeks)  which  does  not  accommodate 
planned  work.  Many  have  been  trained  on  aspects  of  computer  operations  before 
receiving  terminals  and  have  lost  the  value  of  the  training  because  of  the  length 
of  delay  in  being  able  to  apply  the  skills. 


Recommendations 

1  and  3.  The  Alaska  Management  Team  should  review  the  current  policy  and  the  manual 
supplement,  revise  it  where  appropriate  and  reissue  it  to  all  units  for 
implementation.   (See  Appendix  I  Suggested  Policy  Outline)  Employees  will 
accept  a  policy  if  they  feel  it  is  clearly  stated  and  fairly  applied.  The 
policy  must  address  training  as  it  relates  to  the  need  to  accomplish  the 
Bureau's  mission  in  Alaska. 

2.      The  State  Director  needs  to  ensure  that  managers  follow  through  so  that 
supervisors  receive  both  clear  direction  in  how  to  apply  the  policy,  and, 
training  in  how  to  work  with  employees  in  identifying  immediate  needs  and 
long  term  career  goals.  The  training  catalog  should  be  used  as  a  tool  after 
supervisory  counseling  to  the  employee  and  not  simply  as  a  "wish  book." 

4.      The  definition  of  training  in  the  Federal  Personnel  Manual  states: 

Training  means  a  process  of  providing  for  and  making  available  to  an 
employee,  a  planned,  prepared  and  coordinated  program,  course,  curriculum  or 
routine  instruction  in  scientific,  professional,  technical,  mechanical, 
trade,  clerical,  fiscal,  administrative  or  other  fields  which  are  or  will  be 
directly  related  to  an  employee's  performance  of  official  duties  for  the 
Government,  in  order  to  increase  knowledge,  proficiency,  ability,  skill,  and 
qualifications  of  the  employees  in  the  performance  of  those  duties. 
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The  key  phrase  here  is  "will  be  directly  related  to  an  employee's 
performance."  This  gives  managers  latitude  to  provide  training  for  changing 
conditions,  and  opportunities  for  new  duties  such  as  supervision.  A  set  of 
core  courses  should  be  identified  for  new  and  potential  supervisors  or  leads 
to  assure  they  receive  guidance  in  dealing  with  employees,  learn  career 
counseling  skills,  and  are  versed  in  the  policies  and  procedures  of  the 
agency.  A  "survival  skills"  course  should  be  developed  for  those  employees 
who  are  not  supervisors  but  occasionally  act  in  that  capacity. 

In  reviewing  the  policy,  management  should  implement  a  career  counseling 
program  that  meets  current  and  long  term  agency  needs.  This  should  be  the 
function  of  the  Employee  Development  Staff. 

In  order  to  project  realistic  units  of  accomplishment  in  the  annual  world 
plan,  supervisors  should  view  time  for  formal  and  informal  training  as  a 
necessary  investment  in  productivity.  Details  and  workshops  should  be 
identified  in  the  IDP  if  related  to  specific  needs.  It  should  be  noted  that 
OMPB  must  design  a  mechanism  to  track  the  costs  of  details  and  special 
assignments. 

We  recommend  the  State  Director  establish  and  apply  criteria  for  selection  of 
candidates  for  competitive  career  development  programs  in  order  to  address 
the  concerns  regarding  fairness  in  consideration  for  these  opportunities. 
The  team  recommends  the  State  Director  use  a  list  of  prioritized,  qualified 
candidates  to  select  attendees  when  additional  (short  turn  around) 
opportunities  arise. 

It  is  recommended  that  the  major  emphasis  of  the  Employee  Development  Staff 
be  placed  on  technical  skills  development  of  the  workforce  and  that 
organizational  effectiveness  (formerly  0D)  experiences  be  de  emphasized. 

The  new  policy  must  address  accountability  for  training  evaluation. 

Management  needs  to  assure  equity  in  meeting  the  Priority  I  training  needs 
(job-related)  of  all  employees  regardless  of  geographic  location. 

Care  should  be  taken  to  coordinate  the  timing  of  training  with  the  employee's 
opportunity  to  put  skills  into  practice. 
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The  evaluation  team  found  that  the  process  of  training  is  not  uniform  for  any  of  the 
major  elements  of  training  system  management,  from  needs  assessment  through  final 
evaluation  of  training  impact.  Disparity  among  the  various  offices  shows  that  the 
process  is  understood,  controlled,  and  monitored  in  ways  that  differ  from  each  other 
and  contribute  to  higher  training  costs  for  BLM-Alaska.  The  differences  also  preclude 
meaningful  analysis  of  training  activities  and  the  benefits  they  contribute  to 
individual  and  organizational  performance. 

The  needs  assessment  process  is  often  employee  initiated  and  driven  by  employee 
preference  rather  than  by  the  needs  of  the  organization.  There  is  a  widespread 
perception  that  training  per  se  is  a  right  of  employment  and  that  each  employee  may 
have  one-half  work  month  of  training  each  year. 

The  team  found  great  confusion  between  the  individual  development  plan  and  the 
individual  training  plan,  among  both  supervisors  and  their  staffs.  Some  felt  both  are 
required  each  year;  some  felt  only  ITPs  are  required;  other  expressed  uncertainty. 
There  were  varying  levels  of  connection  between  these  two  documents,  job  performance, 
and  long  range  career  counseling.  4 

The  BLM-Alaska  catalog  of  courses  contains  approximately  700  listings.  Employees^ say 
they  include  out-of-date  courses  or  courses  which  have  never  been  taught,  to  their 
knowledge.  Although  employees  are  given  an  opportunity  to  add  new  courses  each  year, 
the  additions  do  not  necessarily  reflect  needs  identified  for  employees  or  groups  of 
employees  in  the  organization.  If  needs  are  consolidated  and  reflected  in  an  agency 
training  plan,  a  new  catalog  can  be  formulated  to  reflect  those  needs. 

The  team  found  no  single  document  which  could  be  used  as  a  statewide  annual  training 
plan,  nor  is  there  a  single  budget  document  either  statewide  or  by  major 
organizational  unit.  This  makes  budget  planning  and  cost  effectiveness  studies 
impossible,  and  vastly  complicates  construction  of  any  training  history  per  annum  for 
BLM-Alaska.  It  appears  that  costs  of  meetings,  conferences,  and  workshops  are  being 
charged  to  training. 

Notification  of  changes  and  late  additions  to  the  catalog  are  not  timely.  Employees 
may  miss  training  because  of  this.  They  also  reported  frustration  with  the  difficulty 
of  making  substitutions  or  changes  to  their  training  plans  during  the  year,  and  with 
the  feeling  that  budget  drives  training  plans  rather  than  need. 

Questions  about  how  training  is  evaluated  were  most  often  answered  with  reference  to 
the  SF182.  Supervisory  review  of  training  objectives  with  a  participant  before  class 
and  follow-up  afterwards  appears  to  be  very  rare. 

Documentation  of  training  in  an  employee's  official  personnel  file  requires  return  of 
the  certified  SF182  from  the  supervisor  of  the  trainee  to  the  training  staff,  who  then 
forward  it  to  the  file.  Employees  in  some  units  are  apparently  unaware  of  this 
process,  as  they  reported  that  they  tend  to  ignore  the  follow-up  SF182.  This  results 
in  inaccurate  individual  records  of  development  activities  and  may  compromise  an 
employee's  ability  to  compete  for  new  positions. 


-7 


F  o  rm  12  10-7 
(May  19  7  7) 


• 


UNITED  STATES 
DEPARTMENT  OF  THE  INTERIOR 
BUREAU  OF  LAND  MANAGEMENT 

EVALUATION  WORKSHEET 


Date 


05/13/88 


Worksheet  Number 
2 


Office 


Training 


Type  of  Evaluation 
Program 


Worksheet  Subject 


Process-Needs  Assessment 


By  (office) 

Alaska  Stats  Offirp 


1. 


Findings 

Needs  assessment  is  not  always  prompted  by  performance  appraisal,  annual  work 
plans  preparation,  special  assignment,  new  equipment,  etc.  It  is  more  often 
prompted  by  the  annual  call  for  catalog  input.   In  addition,  unpredictable  needs 
arising  throughout  the  year  are  difficult  to  integrate  into  the  annual  training 
program. 

Needs  assessment  is,  at  present,  menu-driven  rather  than  needs-driven.  The 
catalog  is  most  frequently  used  as  the  source  for  ideas  about  which  courses  to 
take,  when,  and  where  (Phoenix). 

Training  needs  assessment  is  frequently  employee-initiated  rather  than 
supervisor-initiated.  Employees  review  the  catalog  and  select  desired  training, 
assigning  priorities  according  to  degree  of  interest.  These  priorities  may  or  may 
not  agree  with  the  supervisor's  assessment  of  what  is  needed.  Supervisory  review 
of  the  request  is  therefore  more  adversarial  than  need  be,  and  may  require  longer 
negotiation  sessions. 

Approved  budgets  and  the  approved  number  of  training  instances  per  employee  is 
generally  considered  a  firm  commitment.  Substitutions  or  other  changes  are 
allowed  but  are  often  required  to  be  the  same  length  and  cost  as  the  original 
request . 

5.  There  is  no  statewide  review  of  training  needs  and  in  order  to  design  to  meet 
those  needs. 

Recommendations 

The  evaluation  team  recommends  that  the  needs  assessment  process  be: 

Initiated  after  both  the  mid-year  performance  appraisal  and  the  management  team's 
identification  of  statewide  priorities  for  the  forthcoming  year. 

Needs-driven  as  opposed  to  menu-driven.  It  should  be  initiated  at  a  meeting  with 
employees  to  point  out  required  performance  improvements,  to  emphasize  forthcoming 
management  initiatives  and  to  identify  realistic  career  paths. 

Flexible  enough  to  allow  mid-course  corrections  throughout  the  year  in  the 
interest  of  more  efficient  and  responsive  training. 

Prioritized  in  accordance  with  BLM,  supervisory  and  individual  needs  in  the 
current  or  realistically  predictable  career  path. 
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Findings 

1.  Individual  development  plans  are  considered  mandatory  in  some  offices, 
discretionary  in  others,  and  obsolete  in  others. 

2.  Individual  training  plans  are  considered  mandatory  in  all  offices  for  all 
employees,  either  through  a  formal  process  each  year,  or  informally  through 
perceived  BLM  commitment  to  two  weeks  of  training  per  employee. 


Recommendations 


• 


The  evaluation  team  recommends  that  individual  development  plans  be  constructed 
whenever  a  need  for  training  exists  (e.g.,  below  the  journey  level  on  a  career  ladder, 
in  an  upward  mobility  position,  in  a  performance  shortfall  situation,  or  in  a  career 
ath.) 


There  should  be  an  individual  development  plan  prior  to  development  of  a  proposed  ITP 
and  before  any  training  is  approved.  There  should  be  no  requirement  for  an  Individual 
Development  Plan  (IDP)  unless  developmental  activities  (training,  details,  special 
assignments  etc.)  are  necessary. 

It  should  be  clarified  that  training  is  an  investment  in  the  organization's  future  as 
well  as  the  employees,  but  that  it  is  not  a  right  of  employment. 

Proposed  ITPs  should  be  consolidated  by  the  employee  development  staff  into  the  first 
draft  of  the  statewide  annual  training  plan. 
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Findings 


1.  Calls  for  additions  to  the  course  catalog  are  currently  issued  prior  to  the  needs 
assessment  process.  As  a  result,  many  courses  are  developed  before  a  clear  need 
exists. 

2.  Most  employees  report  a  sense  that  the  catalog  is  outdated  and  unnecessarily 
large.  The  impression  is  that  the  catalog  is  never  critically  evaluated  and 
nothing  is  ever  removed. 

3.  The  team  could  find  no  clear  evidence  of  removal  of  courses  from  the  catalog  as  a 
result  of  participant  or  supervisory  evaluations  of  the  courses  therein. 

4.  Some  courses  in  the  BLM  catalog  are  not  fully  developed  and  ready  for 
presentation.  Others  are  often  canceled  despite  expressed  local  interest.   - 

I 


Recommendations 


New  outlines  of  course  should  be  invited  to  meet  identified  needs  after  the  mid-year 
needs  assessment  is  completed,  to  increase  cost  efficiency  and  pertinence  to  real 
needs . 

The  catalog  concept  should  be  replaced  with  the  "training  source  inventory"  idea.  The 
catalog  should  be  purged  annually  of  unused  courses  and  of  courses  considered 
inadequate  to  BLM  needs. 
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Findings 


1.  Presently  there  is  no  single  document  which  identifies  BLM  Alaska's  annual  plans 
for  expenditures,  sessions,  and  participants  for  training.  As  a  result,  it  is 
difficult  to  determine  how  successfully  training  plans  are  accomplished  or  how 
efficiently  training  dollars  are  invested. 

2.  Individual  supervisors  and  managers  rarely  have  consolidated  training  plans  for 
their  own  management  information.  There  is  no  regular  report  available  to  the 
AMT,  regarding  actual  training  activities,  expenditures  and  plans. 


Recommendations 

A  statewide  annual  training  plan  should  be  constructed,  using  an  automated  system  that 
allows  breakout  by  office,  division,  and  other  categories  for  analytic  use. 
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Findings 


1.  There  are  various  methods  of  completing  paperwork  (SF182  and  other  forms)  to 
register  employees  in  training.  The  SF182  is  generally  viewed  as  cumbersome  and 
time  consuming. 

2.  Trainees  are  often  nominated  for  courses  before  the  organization  has  approved  the 
course  for  presentation.  This  results  in  excess  administrative  costs  and 
disappointment . 

3.  Many  employees  report  missing  needed  training  opportunities  due  to  late 
notification  of  dates,  or  because  they  are  not  informed  of  the  availability  of  the 
training. 
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Recommendations 


Course  registrations  should  be  invited  only  after  the  statewide  annual  training  plan 
has  received  top  management  approval. 

BLM  should  explore  automating  the  SF182  or  developing  a  simplified  form  that  meets  its 
needs.  A  one  page  instruction  on  how  to  complete  course  nominations  should  be  written 
and  distributed  to  all  appropriate  (clerical)  staff. 

A  system  should  be  developed  for  early  notification  of  forthcoming  training  events  and 
broad  publicity  should  be  given  to  this  information. 
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1.  The  most  common  method  of  training  evaluation  used  currently  is  the  SF182.  In 
many  cases  the  form  is  used  only  to  certify  that  training  was  in  fact  attended. 

2.  There  is  no  uniformity  among  supervisors  in  following  up  after  training  to  elicit 
employee  feedback  and  to  discuss  applications  of  new  learning  on  the  job. 


Recommendations 


(Criteria  for  evaluation  of  the  effectiveness  of  any  training  instance  should  be 
established  during  the  needs  assessment  process.  Follow-up  should  address  how  well 
these  initial  criteria  were  met. 

Given  the  length  of  time  between  needs  identification  and  actual  training  for  many 
employees,  supervisors  should  address  objectives  for  a  given  training  instance  with 
the  participant  immediately  prior  to  the  training. 

Following  training,  the  supervisor  should  discuss  the  class  with  the  participant  and 
insure  that  feedback  is  also  given  to  the  training  staff  for  the  use  of  others 
scheduled  to  attend  the  course  in  the  future.  This  would  also  aid  in  updating  the 
training  resource  inventory. 
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Findings 


The  only  means  of  documenting  training  in  an  employee's  official  personnel  folder 
is  through  placement  of  the  certified  SF182  in  the  OPF  by  the  training  staff. 

Some  employees  report  ignoring  the  SF182  followup  sent  to  them  by  the  training 
staff  after  course  completion.   In  some  offices  the  followup  forms  are  thrown  out, 


Recommendations 


Supervisors  and  employees  should  be  made  aware  of  the  negative  impact  of  incomplete 
records  of  their  training  activities  in  the  OPF. 

Managers  and  supervisors  should  insure  that  course  certifications  are  returned  to  the 
training  staff  so  that  year-end  summaries  of  training  activity  are  accurate. 
Automated  process  should  include  a  mechanism  for  annual  summary  of  training  for  each 
OPF. 
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Roles  and  ResDonsibi li tips 

•: 


Responsibilities  for  accomplishment  of  training  are  dispersed  throughout  the 
organization.  There  is  not  a  common  understanding  or  perception  of  which  individuals 
or  groups  are  responsible  for  which  actions. 

This  has  resulted  in  confusion,  misinformation,  duplication,  scheduling  problems  and 
conflicts,  and  poor  utilization  of  scarce  dollars.   Inequity  in  training  is  also  a 
consequence.  Some  individuals  have  received  (unnecessary)  repetitive  training,  others 
have  not  been  able  to  obtain  needed  job-related  training.  Many  supervisors  do  not 
appear  to  understand  or  to  accept  their  responsibilities  to  assist  employees  in  a 
needs  assessment,  and  to  develop  an  ITP  that  is  primarily  related  to  job  performance, 
and  employee  development.  Several  seem  reluctant  to  take  firm  stands  with  respect  to 
needed  training.  In  many  cases  decisions  about  which  individuals  get  which  training 
are  relinquished  to  second  or  third  line  supervisors  or  to  program  analysts  in  various 
units.  Employees  indicated  they  utilize  the  catalog  as  a  wish  list,  and  many  did  not 
perceive  a  relationship  between  their  performance  and  training. 

The  roles  and  responsibilities  of  the  various  training  staffs  and  coordinators  are  not 
well  defined.  There  are  differing  perceptions  between  the  State  Training  Officer  and 
his  staff  members  about  areas  of  responsibility.  At  least  three  employees  have 
perceived  responsibility  for  organizational  development.  Opinions  differ  as  to  who 
has  the  responsibility  for  professional  administration  of  the  training  program.  The 
administrative  workload  is  heavy  and  the  only  automation  is  the  Honeywell  in  DSC 
PAYPERS)  a  process  which  is  both  cumbersome  and  archaic.  Approximately  2500  SFl82s 
'and  1200  document  face  sheets  are  processed  by  a  single  individual  who  also  handles 
many  employee  calls  about  course  schedules  and  cancellations. 


A  clerical  position  provides  half-time  support  to  the  employee  development  staff,  but 
the  individual  receives  direction  from  more  than  one  source. 

Relationships  and  distinct  responsibilities  between  the  State  Office  Employee 
Development  staff  and  the  training  staffs  in  the  Fairbanks  Support  Center  and  the  AFS, 
are  not  well-defined.  The  three  units  work  autonomously  in  many  cases.  Coordination 
among  these  groups  is  lacking.   In  addition  other  organizational  units  (EE0,  ADP, 
Safety,  Aviation,  Adjudication)  schedule  training  without  coordination  through  any  of 
the  training  staffs. 

In  addition  to  the  State  Safety  Officer,  there  are  safety  specialists  at  both  Campbell 
Tract  and  AFS.  However,  at  least  three  of  five  districts  also  have  their  own  safety 
specialist  or  coordinator.  Responsibility  for  training  in  this  program  is  highly 
dispersed  and  fragmented. 

Human  Resource  Development  training  in  Fairbanks  is  orchestrated  in  at  least  three 
offices:  in  AFS,  in  Fairbanks  Support  Center,  and  from  the  AS0. 
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Findings 

Although  memos,  management  PIPRs  and  the  BLM-Alaska  manual  supplement  show  the 
agency's  intent  to  support  an  active  and  effective  training  program,  employees, 
supervisors,  and  specialists  are  not  carrying  out  their  responsibilities  as  defined  by 
the  various  roles.  The  evaluation  team  determined  the  following  to  be  the  most  common 
perceptions  of  the  roles  that  exist  at  present. 

Employees  feel  they  are  "entitled"  to  two  (2)  weeks  of  training  regardless  of  need; 
and  that  "outside"  training  is  of  a  higher  quality  and  more  desirable  than  in-house  or 
local  training.  They  feel  BLM  offers  a  great  quantity  of  courses,  a  plus  for  the 
organization.  Quality  is  rarely  evaluated,  however.  In  fact,  one  group  of  employees 
referred  to  some  "useless"  training  that  everyone  in  the  section  took  turns  attending 
because  it  was  outside  Alaska.  Most  feel  their  role  in  needs  identification  is  to 
choose  from  selections  in  the  Training  Catalog.  Others  feel  they  are  overwhelmed  with 
0D  or  "warm  fuzzy"  training.  They  desire  more  technical  and/or  career  enhancement 
training. 


m. 


ecommendations 


The  evaluation  team  recommends  that  a  two  (2)  hour  briefing  for  employees,  be 
conducted  by  the  employee  development  staff,  on  the  mission  of  the  organization,  the 
purpose  of  training,  and  the  employee's  roles  and  responsibility  in  the  training 
process. 

The  team  believes  that  specific  employee  responsibilities  include: 

1.  Working  in  conjunction  with  supervisors  to  identify  valid  training  needs  that 
will  develop  skills  required  in  the  job. 

2.  Preparing  the  SF182  required  to  initiate  training  and  insuring  that  proper 
documentation  is  placed  in  the  official  personnel  file. 

3.  Completing  the  required  evaluation  (SF182)  of  the  training  course, 
identifying  whether  objectives  were  met,  and  implementing  new  skills. 

4.  Sharing  in  information  and  knowledge  gained  from  training  with  fellow 
employees. 

5.  Accepting  the  onus  for  self-development/career  enhancement  opportunities. 
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Findings  ~~    ~ 

Supervisors  are  perceived  as  using  training  as  a  morale  booster.   "Outside"  training 
is  often  viewed  as  a  reward.  Some  are  perceived  by  employees  as  seriously  interested 
and  involved  in  skill  development. 

Supervisors  generally  provide  employees  with  the  training  catalog  to  develop  their 
training  plans.  Even  those  supervisors  identified  as  interested  in  employee's 
development  begin  the  process  with  the  training  catalog. 

Many  supervisors  do  not  normally  set  objectives  prior  to,  or  evaluate  after,  an 
employee's  attendance  of  a  training  course.  Some  appear  to  have  no  accountability  for 
the  appropriateness  of  training  provided  to  employees. 


Recommendations 


• 


The  evaluation  team  feels  that  supervisors  can  be  assisted  by  the  employee  development 
staff  in  identifying  needs  that  relate  to  the  organization's  mission.  The  Employee 
Development  Staff  should  prepare  a  training  session  to  provide  supervisors  with 
|nsight  into  the  purpose  of  training;  how  training  can  improve  performance;  how  to 
ursue  training  opportunities  for  his/her  employees;  and  how  to  prioritize  training 
requirements  within  his/her  staff.  A  short  resource  guide  should  be  provided  to  each 
supervisor  for  use  when  counseling  employees  during  the  midyear  PIPR/IDP/ITP  process. 


The  training  session  would  reemphasize  the  supervisor's  understanding  of  his/her 
responsibilities  to: 

1.  Identify  training  and  development  needs  based  upon  the  job  standards, 
consistent  with  organization's  requirements  and  resources. 

2.  Provide  career  counseling  and  coaching. 

3.  Improve  employees  recognition  of  on-the-job  training  as  a  valuable  type  of 
training. 

4.  Be  familiar  with  and  promote  the  agency's  training  policies  and  procedures. 

5.  Set  objectives  prior  to  training  of  employee  so  that  the  employee  is  aware  of 
the  purpose  of  the  training. 

6.  Evaluate  with  the  employee  the  usefulness  and  quality  of  training  received. 

7.  Assist  the  employee  development  staff  in  identifying  various  resources  to 
meet  training  need. 

8.  Learn  how  to  say  no  to  employees  for  inappropriate  training  requests. 

9.  Stress  the  importance  of  self  development  to  employee. 

10.  Provide  the  proper  orientation  necessary  for  new  employees  to  function 
effectively  in  the  work  unit. 
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Findings 

Interviews  of  employee  revealed  that  management  was  sometimes  viewed  as  a  resourceful 
group  who  "take  care  of  themselves,"  especially  with  outside  training;  and,  as  that 
nebulous  someone  who  disapproves  or  red-lines  training. 

Other  employees  felt  that  management  uses  budget  cuts  as  a  "cop-out,"  cancel  training 
previously  approved  on  a  training  plan,  and,  then  using  the  money  for  other  purposes. 
Some  employees  view  managers  as  autonomous  when  managing  their  training  funds. 

Some  employees  believe  that  managers  by-pass  the  system  to  nominate  favorites  to 
outside,  and  sometimes  inappropriate  training. 


• 


Recommendations 

The  evaluation  team  believes  that  management's  responsibilities  are  clearly  outlined 
in  a  variety  of  internal  documents,  especially  the  PIPRs.  Emphasis  on  training  is  . 
clearly  evident  by  the  amount  of  training  and  training  dollars  provided.  Clearly, 
management's  duties  should  be  re-emphasized  and  clarified  to  debunk  negative 
erceptions.  Management's  responsibilities  should  include: 


1.  Providing  training  opportunities  equally  to  all  employees,  when  training  is 
appropriate. 

2.  Reviewing  all  training  requests  for  priority  and  appropriateness. 

3.  Identifying  the  office's,  division's,  or  district's  continuing  and  recurring 
training  needs  to  the  employee  development  staff. 

4.  Insuring  that  supervisors  follow  the  appropriate  PIPR/IDP/ITP  Process. 

5.  Evaluating  the  division's/district's  training  program. 

6.  Providing  quality  supervisory  training  to  all  supervisors  and  other 
supervisors. 
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Recommendations 


The  evaluation  team  recommends  that  managers  should  also  participate  in  the  overall 
evaluation  of  the  BLM  Alaska  Training  Program.  The  most  effective  tool  available  is  a 
training  committee,  a  panel  of  managers  appointed  on  a  yearly  basis  by  the  State 
Director.  The  panel  should  consist  of  four  (4)  managers  from  the  Alaska  Management 
Team,  the  Chief,  Branch  of  Human  Resource  Management.  The  assistant  State  Director 
should  chair  the  committee.  Each  member  would  have  one  vote.  The  Chief  of  Employee 
Development  Staff  would  be  a  nonvoting  member  who  would  perform  all  secretarial  duties 
for  the  committee.  The  EEO  Officer  would  also  serve  as  a  non-voting  member.  The 
duties  of  the  committee  would  include:  evaluation  of  the  BLM  Alaska  Training  Program, 
establishment  of  criteria  for  competitive,  career-enhancing  training  programs,  review 
and  establishment  of  priorities  from  the  Annual  Training  needs  survey  with  the 
organization's  goals  as  a  guideline,  development  of  guidance  to  the  employee 
development  staff,  based  on  future  direction  of  the  organization,  consolidated  needs 
and  areas  of  program  emphasis. 
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Findings 


The  training  coordinators  are  from  various  organizational  units  from  every  grade 
level,  performing  a  wide  variety  of  tasks.  The  title  of  training  coordinator  denotes 
secretaries  who  type  SFl82s,  specialists,  who  monitor  a  particular  office's  training, 
and  District  Managers  who  coordinate  training  programs  from  start  to  finish.  Training 
coordinators  who  are  subject  matter  expert,  seem  to  be  expected  to  be  responsible  for 
every  function  from  initial  needs  assessment  to  the  actual  training  (with  every  bit  of 
EDS  Coordination  in  between). 


Recommendations 


I  The  title  of  training  coordinator  is  a  misnomer.  A  secretary  who  types  SF  182s  is 
'still  a  secretary.  Managers  and  supervisors  should  direct  their  training  requirements 
to  the  employee  development  staff  to  prevent  cross-scheduling  and  redundancy.  Those 
persons  currently  identified  as  training  coordinators  should  have  their  position 
descriptions  reviewed  to  delete  coordinator  functions  and  to  reiterate  their  technical 
duties.  A  subject  matter  expert  used  as  a  technical  resource  person  (instructor) 
should  first  be  asked  to  instruct  by  the  employee  development  staff  through  the  office 
manager.  The  instructor  would  then  prepare  the  curriculum  and  provide  the  employee 
development  staff  with  a  list  of  training  objectives  to  be  used  to  advertise  the 
course,  preferred  dates  the  instructor  would  be  available,  class  requirements/ 
prerequisites,  and  logistical  requirements  (i.e.,  audio-visual  equipment,  special 
classroom  environmental  needs,  etc.).  Thus  the  technical  resource  person  is  free  of 
the  cumbersome  logistical  requirements  that  are  normally  met  by  the  employee 
development  staff,  and  can  therefore  continue  with  their  normal  job  assignments  with 
minimal  disruption. 
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Findings 

Impressions  of  the  present  employee  development  staff  were  varied  and  uncertain.  The 
evaluation  team  found  that  employees,  supervisors,  managers  and  the  employee 
development  staff  have  different  expectations  for  this  group.  Many  program  managers 
expressed  the  need  for  the  Employment  Development  Staff  to  assist  in  coordinating  all 
training;  a  few  program  managers  felt  that  the  employee  development  staff  would  only 
interfere  with  programs  already  established  and  functioning.  A  number  of  employees 
expressed  doubts  about  this  staff's  ability  to  provide  coordination  because  they  felt 
the  staff  had  no  understanding  of  the  functions  of  the  employee's  unit.  Many 
employees  could  not  identify  the  members  of  the  staff  with  the  exception  of  the 
employee  development  assistant.  Those  employee  development  staff  members  who  could  be 
identified  were  connected  with  organizational  development  and  excellence  training 
rather  than  training  as  a  whole. 

Most  important  were  the  perceptions  of  the  employee  development  staffs  both  in  | 
Anchorage  and  Fairbanks  about  themselves.  They  were  confused  about  their  roles,? 
authority  and  goals.  Apparently  these  have  never  been  clearly  defined  or  are  not 
understood.  The  employee  development  staff  felt  that  they  do  not  work  as  a  team. 
They  see  themselves  primarily  as  instructors  rather  than  employee  development 
pecialists.  Each  employee  development  specialist  felt  that  a  varying  portion  of 
lis/her  time  should  be  devoted  to  organizational  development:  Person  A  -  50%,  Person 
B  -  30%,  Person  C  -  75%. 


The  staff  also  indicated  that  they  felt  that  they  don't  manage  the  program,  only  the 
paperwork.  They  don't  believe  there  is  role  definition  on  quality  control.  Some  feel 
they  have  no  organizational  status  or  identify.  Others  expressed  a  desire  and  need 
for  employee  development  training.  Some  employee  development  specialists  felt  that 
information  has  not  been  disseminated  to  the  them.  They  felt  that  more  clerical 
support  and  automation  is  needed.  This  group  also  expressed  a  desire  to  manage  and  to 
evaluate  current  programs  and  instruction  and  to  be  far-seeing,  and  to  find  new 
programs  that  work. 


Recommendations 

The  evaluation  team  proposes  that  management  consider: 

1.  Modifying  the  training  plans  of  the  Employee  Development  Staff  to  emphasize 
employee  development  specialist  duties. 

2.  Allowing  staff  to  network  and  shadow  other  employment  development  specialists 
within  the  bureau  and  elsewhere. 

3.  Encouraging  visibility.  The  staff  must  first  learn  what  they  should  be  doing 
and  then  learn  how  to  sell  their  product/service. 
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Recommendations 

4.  Finding  a  new  location  that  allows  for  privacy  for  each  employee  development 
specialist  to  counsel /consult  with  employees  and  supervisors. 

5.  Supporting  the  restructuring  of  the  training  assessment  cycle. 

6.  Defining  and  clarifying  goals  consistent  with  Bureau's  mission  and  goals. 

7.  Defining  and  clarifying  employee  development  staff  duties  which  are  listed  in 
Appendix  2 . 

8.  Making  a  determination  about  the  organizational  development  part  of  the 
Employee  Development  Section.  How  much  value  is  it  currently  providing  the 
organization?  Can  these  same  services  be  provided  by  a  private  consultant, 
at  less  cost  (i.e.,  salary  and  benefits  of  a  GS-11?)  This  issue  depends  very 
much  on  where  management  wants  to  place  emphasis.  The  general  consensus  is 
that  BLM  employees  are  OD'd  to  death.  Therefore,  the  evaluation  team  offers 
two  recommendations: 

a.  Place  organizational  development  at  an  equivalent  level  to  the  training 
officer.  This  removes  collateral  organizational  development  duties  from 
the  employee  development  section;  it  allows  the  organizational 
development  specialist  easier  access  to  the  manager/customer;  and  it 
provides  for  organizational  development  and  employee  development 
consultation  and  co-participation  in  programs;  or 

b.  Suspend  the  organizational  development  responsibilities  for  a  specified 
time  and  allow  the  employee  development  staff  to  learn  how  to  be 
employee  development  specialists  and  do  employee  development  work. 
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Findings 

The  safety  training  Program  is  being  treated  as  a  separate  entity  because  it  was  found 
to  be  such  an  overwhelming  issue.  There  appears  to  be  no  central  framework  or 
structure.  There  are  so  many  persons  involved  in  the  Safety  Training  Program  that 
many  classes  are  redundant,  at  cross  purposes  or  are  not  servicing  management's 
needs.  Safety  training  appears  to  be  fragmented,  territorial,  and  uncoordinated. 
There  is  no  clear  focal  point  for  safety  training,  and  no  clear  delineation  of 
duties.  Many  specialists  who  carry  safety  as  a  collateral  duty  find  safety  a 
full-time  job. 


•I 
n< 


Recommendations 

The  team  recommends  the  consolidation  of  the  statewide  safety  training  program,  and 
clarification  of  the  Fairbanks  employee  development  specialist's  duties.  As 
previously  stated,  one  of  our  recommendations  is  that  all  training  requirements  and' 
all  actual  training  instances  be  reported  to  the  the  State  Office  employee  development 
staff  for  coordination,  documentation  and  consolidation.  The  Fairbanks  Employee 
evelopment  Specialist  should  be  providing  full  employee  development  services  to  the 
northern  offices.  Supervision  should  be  provided  by  975;  technical  and  program 
direction  should  be  provided  by  971.  Safety  and  training  needs  of  the  AFS  are  not 
proposed  for  change  except  as  listed  below. 


All  safety  training  requirements  (except  AFS)  from  975  and  971  would  be  consolidated 
for  Fairbanks  offices  and  the  State  Office  Safety  Officer.  The  employee  development 
chief  should  consult  with  the  safety  officer  to  ensure  that  everyone's  safety  training 
needs  are  met. 

Safety  Officer's  responsibilities  should  be  redefined  to  include: 

1.  Coordinating  types  and  dates  of  required  training,  consulting  with  the 
Employee  Development  chief  to  allow  these  courses  to  be  incorporated  in  the 
annual  training  calendar. 

2.  Standardizing  the  curriculum  to  be  taught  in  each  class. 

3.  Identifying  safety  training  requirements  for  safety  positions. 

4.  Determining  what  sources  of  training  should  be  used  (i.e.,  contract  vs 
in-house. ) 

5.  Soliciting  expiration  dates  of  certifications  (i.e.,  CPR)  from  the  employee 
development  staff  to  help  determine  needs. 
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Recommendations 

6.  Keeping  the  safety  training  records  necessary  to  avoid  management  from 
liability. 

7.  Evaluating  the  effectiveness  of  safety  training  programs  and  trainers. 

8.  Coordinating  curriculum/ agenda  for  an  annual  safety  training  workshop  at  a 
time  that  allows  all  safety  specialists  to  share  in  assessing  needs, 
evaluating  total  program,  and  establishing  new  requirements. 
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Communication 


The  evaluation  team  found  that  supervisors  and  employees  often  do  not  discuss  training 
needs,  particularly  in  relation  to  job  performance  and  program  goals. 

Communication  between  training  staffs  is  not  always  timely  and  is  irregular.  Units 
seem  to  function  relatively  autonomously.  Particularly  in  Fairbanks,  there  is  a 
tendency  to  avoid  dealing  with  the  employee  development  specialist  because  of 
perceived  poor  communication  and  follow-up. 

Requirements  in  the  current  manual  have  not  been  effectively  communicated  to  first 
line  supervisors. 
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Findings 

The  evaluation  team  found  that  most  supervisors/managers  are  not  actively  working  with 
their  employees  to  identify  training  needs  for  improvement  of  employee  job  skills  or 
for  employee  development.  Proposed  training  plans  are  often  developed  without  any 
discussion  between  employee  and  supervisor.  Supervisors/managers  do  not  always 
provide  guidance  to  employees  in  the  identification  of  real  training  needs.  During 
the  interviews,  employees  stressed  that  Individual  Development  Plans  (IDP)  and 
Performance  Improvement  and  Position  Review  (PIPR)  documents  were  rarely  used  together 
to  plan  employee  training.  Many  employees  feel  training  is  a  "right".  The  absence  of 
supervisory/managerial  planning  has  resulted  in  employee  dissatisfaction,  skepticism, 
reduced  productivity,  high  cost  and  procurement  of  unwanted  training. 


The  role  of  the  supervisor  in  the  training  process  has  not  been  effectively 
communicated  and/or  enforced  from  top  management  levels  in  the  organization, 
supervisors  appear  to  be  aware  of  the  manual  requirements. 
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Communication  within  the  employee  development  section  in  the  Alaska  State  Office  is 
not  effective.  Staff  have  varying  perceptions  of  job  responsibilities  and  priorities. 

|The  evaluation  team  also  found  that  needed  discussions  between  the  employee 
development  section  and  other  entities  in  the  organization  occur  infrequently.  Often, 
there  is  no  timely  dissemination  of  course  schedules,  and  course  cancellation 
information.  There  are  also  varying  perceptions  about  what  training  is  desired,  and 
what  training  is  offered.  Employees  indicated  in  interviews  that  they  would  like  to 
see  less  "feel  good"  courses,  and  more  emphasis  on  professional,  technical,  and 
mid-level  supervisory  courses. 

Communication  in  both  directions  among  ASO  staff  and  in  the  Fairbanks  Support  Center 
and  the  Alaska  Fire  Service,  is  not  always  timely  and  regular  enough  to  ensure  maximum 
coordination.  This  is  compounded  by  lack  of  functional  and  role  clarification. 
Confusion  exists  in  both  AFS  and  the  Fairbanks  Support  Center  with  regard  to  exact 
roles  and  responsibilities.  This  confusion  contributes  to  poor  communication  about 
the  training  program.  Some  districts  go  around  the  system  to  accomplish  their 
training  because  of  frustrations  with  poor  communication  and  follow-up. 
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Clarify  roles  of  employee  development  specialists  and  others  in  the  training  arena. 

Educate  supervisors,  managers  and  employees  about  their  respective  roles  in  the 
training  process  including  the  need  for  employee  counseling  and  criteria  for  receiving 
training. 

Increase  visibility  of  training  staffs  in  all  offices. 

Design  mechanism  for  more  regular  communication  between  training  personnel  statewide, 
such  as  quarterly  meetings,  or  statewide  newsletter. 
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APPENDIX  I 


SUGGESTED  POLICY/PHILOSOPHY  OUTLINE 


I.  Philosophy  of  BLM  Alaska  regarding  training  and  employee  development 

A.  Training  is  a  management  tool  to  accomplish  the  agency's  mission. 

B.  Employee  development  beyond  the  current  job's  requirement  has 
benefits  for  both  the  organization  and  the  employee,  such  as 
developing  a  pool  of  talent  for  future  leadership  in  the 
organization  and  improving  performance  in  more  general  ways. 

II.  A  written  policy  is  necessary  to  provide  equity  among  employees  in  the 
distribution  of  needed  training  opportunities. 

A.  Definition  of  training:  The  process  of  providing  for  and  making 
available  to  an  employee,  a  planned,  prepared  and  coordinated 
program,  course,  curriculum  or  routine  instruction  in  scientific, 
professional,  technical,  mechanical,  trade,  clerical,  fiscal, 
administrative  or  other  fields  which  are  or  will  be  directly 
related  to  an  employee's  performance  of  official  duties  for  the 
Government,  in  order  to  increase  knowledge,  proficiency,  ability, 
skill,  and  qualifications  of  the  employees  in  the  performance  of 
those  duties. 

1.  One  of  the  goals  of  training  is  to  provide  cost  effective 
means  of  improving  performance. 

2.  In  order  to  measure  cost  effectiveness  training  objectives 
must  be  set  prior  to  training. 

3.  Evaluation  should  occur  within  a  set  time  after  training  to 
consider  the  set  objectives  and  observed  performance. 

4.  Training  can  consist  of  formal  or  informal  methods  such  as 
details,  on-the-job  instruction,  university  courses , 
professional  conferences,  correspondence  courses  and  workshops, 

B.  Statewide  training  priorities  will  be  established  by  the  Alaska 
Management  Team,  through  the  Training  Committee,  based  on  the 
Bureau  mission  and  the  annual  work  plan  objectives.  Such  a 
training  plan  would  be  a  composite  of  the  training  needs  of  the 
various  divisions  and  will  insure  that  all  Priority  I  needs  are  met 
before  filling  Priority  II  and  III  needs.  The  plan  shall  address 
annual  work  plan  objectives  and  special  projects,  and  will 
acknowledge  the  agency's  needs  to  adapt  to  changing  technology. 
(For  example  as  a  whole  BLM  Alaska  must  develop  the  ability  to 
utilize  computer  technology.  This  should  not  be  looked  at  in  a 
piecemeal  basis . ) 
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C.   Individual  training  will  be  based  on  assessed  needs  as  they  relate 
to  the  employee's  assigned  tasks  and  performance  standards  as 
expressed  in  the  individual's  PIPR. 

III.  Employee  Development  -  Apart  from  training  related  directly  to  job 
performance,  the  BLM  recognizes  a  need  for  more  generalized  training  to 
develop  employees.  Where  discretionary  dollars  are  available  the  agency 
may  provide  career  enhancement  opportunities  that  will  benefit  both  the 
agency  and  the  individual  employee. 

A.   Care  must  be  taken  to  use  merit  promotion  criteria  in  the  selection 
of  employees  for  managerial  and  other  specialized  types  of  training, 

IV.  Roles  and  Responsibilities 
A.   Supervisors  are  responsible  for: 

Identifying  tasks  and  setting  performance  standards 

Identifying  training  and  development  needs  based  upon  those 
standards  Providing  career  counseling 


Being  familiar  with  training  policy  and  procedures 

Conferring  with  employee  to  evaluate  training  for  its 
effectiveness 
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B.  Employees  are  responsible  for: 

Working  with  the  supervisor  to  identify  areas  which  require 
improvement,  access  to  new  technology  and  regulations,  or  new 
skills  and  knowledge. 

Preparing  course  paperwork 

Completing  evaluations  and  discussing  with  supervisor 

Sharing  information  about  courses  attended  with  fellow 
employees 

Self-development  which  can  improve  job  performance  at  their 
present  level  and  enhance  their  qualifications  for  the  nest 
level  of  responsibility. 

C.  Division  Training  Coordinators  are  responsible  for: 

Assessing  branch  or  division  needs  and  communicating  them  to 
the  Training  Staff 

Providing  technical  information  to  the  Training  Staff  with 
regard  to  specialized  courses. 
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A  Training  Committee  consisting  of  the  Associate  State  Director, 
four  members  of  the  Alaska  Management  Team  and  the  Chief,  Branch  of 
Human  Resources  will  meet  quarterly  to  discuss  agency  training 
needs  and  provide  input  to  the  development  of  the  agency  training 
plan.  Support  will  be  provided  to  the  committee  by  the  Employee 
Development  Specialist. 

The  Training  Panel  is  responsible  for: 

The  employee  development  staff  shall  be  responsible  for: 

Providing  guidance  to  supervisors  and  managers  related  to  the 
training  policy 

Dealing  with  vendors  to  obtain  training  specific  to  agency 
needs 

Working  with  the  Training  Panel  to  identify  agency  needs  and 
preparing  the  annual  training  plan 

Coordinating  the  agency  listing  of  training  resources 

Evaluating  courses  to  provide  quality  control  and  cost  benefit 
analysis  2. 
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APPENDIX  II 
Suggested  employee  development  staff  duties: 

a.  Consolidating  all  BLM-Alaska  training. 

b.  Publishing  a  valid  annual  projection  of  actual  scheduled  training 
(a  training  calendar. ) 

c.  Coordinating  all  training  by  consulting  with  supervisors  and 
managers  and  resource  persons;  providing  all  training  equipment, 
insuring  class  rosters  are  prepared;  printing  all  course  material; 
etc.,  identifying  common  needs  to  be  met  locally  at  lower  cost. 

d.  Processing  all  paperwork  by  company  applicability  of  training  to 
current  job  description. 

e.  Providing  career  counseling  in  conjunction  with  the  staffing 
section. 

f .  Being  a  resource  person/branch  that  all  employees  and  managers  can 
depend  upon  as  a  source  of  information. 

g.  Being  part  of  the  contracting  process  when  training  is  the  product. 

h.   Assessing  the  BLM  Alaska  training  needs  and  acting  upon  that 

assessment  in  a  timely  manner.  Providing  enough  lead  time  to  allow 
office  managers  to  program  training  expenses  and  a  calendar  to  be 
published. 

i.   Being  responsible  for  notifying  employees  of 
confirmations/cancellations  of  courses. 

j.   Assisting  with  various  employee  development  programs,  i.e.,  upward 
mobility,  VRA,  etc.,  including  package  preparation  and  quarterly 
monitoring  career  development  of  upward  mobility  personnel. 

k.   Organizing  the  processing  of  SFl82s;  the  number  of  times  the 
document  needs  to  be  handled  can  be  reduced. 

Steps: 

1.  Log  in,  using  consecutive  contract  numbers,  and  give  to  State 
Training  Officer  (TO). 

2.  TO  gets  and  signs  and  returns  to  clerk. 
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3.  Clerk  mails  copies  to  vendors  and  sets  up  suspense  for  1st  and 
15th  of  each  month. 

4.  On  1st  and  15th,  clerk  pulls  SF182  and  confirm/cancel  and 
suspense  for  class  update. 

5.  Clerk  pulls  and  sends  evaluations  out;  calls  supervisor  to 
confirm;  files  confirmation  and  OPF  copies;  submits  copies  to 
procurement  for  payment. 

Procuring  a  code-a-phone  to  provide  continued  course  information  and 
projections — alleviating  the  EDA  of  this  duty. 
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1987  TRAINING  COST 


TRAVEL 

TUITION 

%  OF  TOTAL 

4111 

O.C.    2113 

O.C.    2517 

ALLOCATION 

OSG 

$25,823 

$18,727 

1 .93% 

Coal 

4121 

$1 ,654 

$165 

2.30% 

Min.  Materials             4131 

$485 

$0 

0.55% 

Min.  Law 

4132 

$11,141 

$10,413 

1.63% 

Min.  Mngt 

4133 
SUB  MINERALS 

$1,194 

$0 

3.98% 

R/W 

4211 

$4,828 

$1,869 

2.35% 

Lands 

4213 

$74,643 

$111,793 

1.59% 

Wdls 

4220 
SUB  LANDS 

$927 

$3,133 

1 .07% 

Timber 

4311 

$0 

$0 

0.00% 

Grazing 

4322 

$1,906 

$530 

1.18% 

Cultural 

4331 

$10,286 

$1,309 

6.01% 

Wilderness 

4332 

$0 

$245 

0.45% 

Recreation 

4333 

$9,729 

$5,805 

1 .42% 

Soil/Wtr/Air 

4341 

$3,412 

$1,075 

1 .57% 

Hazard  Waste 

4342 

$406 

$0 

0.85% 

Wildlife 

4351 

$7,935 

$4,074 

1.19% 

T&E  Species 

4352 

$0 

$0 

0.00% 

Fire  Mgmt 

4360 
SUB  RENEWABLE 

$17,607 

$4,583 

2.23% 

Planning 

4410 

$7,225 

$2,157 

1.72% 

Data  Mgmt 

4420 
SUB  4400 

$10,567 

$25,637 

2.11% 

Cadastral 

4510 

$20,249 

$26,238 

0.35% 

Bldg  Maint 

4711 

$1,968 

$3,780 

0.67% 

Rec  Maint 
Trans  Maint 

4712 
4713 

$227 
$0 

$250 
$0 

0.28% 
0.00% 

Engin  Serv 

4714 

$0 

$0 

0.00% 

Res  Protect 

4740 
SUB  TECH. 

$1,793 

$1,906 

3.27% 

B3D 

4820 

$4,972 

$6,078 

6.99% 

Admin  Serv 

4830 

$23,665 

$41 ,326 
$271,093       = 

2.17% 

ML&R   Total 

$242,642 

I  $513,735 

ML&R  % 

4610 

$36,433 

$6,261      . 

1.27% 

I   $42,694 

TOTAL 

$556,429 

R 
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TABLE  II 

Estimated*  Training  Costs 

by  Office 

FY' 87 


Office 


040 
050 
060 
070 
080 
912 
915 
918 
920 
930 
932 
933 
960 
970 
971 
972 
973 
974 
975 
980 
981 
982 
983 
984 
985 


Total 

["raining 

$ 

(Per  D 

iem  and 

Tuition) 

$35 

,500 

32 

,000 

24 

,000 

25 

,600 

34 

,600 

9 

,000 

14 

,000 

40 

,000 

64 

,000 

23 

,500 

3 

,500 

5 

,000 

63 

,500 

49 

,700 

40 

000 

64 

000 

27 

000 

35 

000 

26 

000 

28 

000 

10 

500 

9 

500 

3 

100 

22 

000 

17 
$706 

600 
600 

*Based  on  figures  from  FMS  consolidated  by  0MPB,  April,  1988. 
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ISSUE  YEAR  END    ^ 
SUMMARY  OF 
TRAINING  TO  OM'S  BY 
ASO-TS 


t: 


EMPLOYEE/SUPERVISOR  ASSESS 

NEEDS  AND  PREPARE  ITP'S  AT 

MIDYEAR  PIPR  REVIEW.  (INCLUDE 

MANAGEMENTS  INITATIVES  FOR 

FORTHCOMING  YEAR) 


UPDATE  TRAINING 

RESOURCE  INVENTORY 

BASED  ON 

EVALUATIONS 

(ASO-TS) 


APRIL/MAY 


OCTOBER 


i 


(i 


DOCUMENT 

EMPLOYEE  OPF 

(ASO-TS) 

V 


NOTE:  AMENDMENTS  OF  ITP  AND 

OFFICE  TRAINING  SUMMARY  CAN 

HAPPEN  ANY  TIME  IN  CYCLE,  e.g. 

COMPETITION  FOR  SPECIAL 

TRAINING. 


EVALUATE  TRAINING  BY 
EMPLOYEE/SUPERVISOR 


C 


CONDUCT  TRAINING 


D 


SEPTEMBER 


ASO-TS  ISSUE  STATEWIDE 
TRAINING  PLAN 
SUMMARIES  BY 

COURSE/OFFICE  (TO  OM'S) 


AUGUST 


ASO-TS  CONFIRM 

TRAINING  SCHEDULE  TO 

SUPERVISOR/EMPLOYEES 


d 


SURNAME  ITP'S 
(OFFICE  MANAGER) 


X 


D 


CONSOLIDATE 

TRAINING  PLANS 

(ASO-TS) 


JUNE 


I 


UPDATE  TRAINING 

RESOURCE 

INVENTORY  * 


JULY 


Z 


REVIEW/APPROVAL  OF 

STATEWIDE  TRAINING  PLAN 

BY  TRAINING  COMMITTEE 


SCHEDULE  TRAINING) 
(SF-182'S  ETC.) 


FORMERLY  TRAINING 
CATALOGUE 
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P.O.    Coordinatora 

Ron    Huntsinqer 
\ 

IAZ.  WASTES  & 
OCCUPATIONAL 
SAFETY 


tt®aiimoiki@ 

BUM  ^11 

State    Safety    Officer 
Bob   Moore      \ 


@F    ^Ar^ipf 


Dick    O'Connell    (300) 


gud  Sweet 

(975) 
tracking   only  by 

ITP's 
Art     Latteral     (3001 
update    training    manual^ 


Jim    Ward    /aoni 
060.     070.     080.     975.     300 


Jack    Lewis    (0401 
Jim    Johnson    f97Q)  040.050.920.       974 


Dean    Crabbs    (970) 
040.050.ASO.     920&     FBX 
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